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BRANDING: A STRATEGY FOR MANNING AN ALL-VOLUNTEER ARMY
Community leaders at all levels, not just the recruiters…have a responsibility to ask our young people to serve our country.
-Representative Ike Skelton 1 The Army can position itself for long-term manning success by adopting industry's branding process. Branding creates an emotional, inspirational connection with the marketplace, and ultimately advocacy. 2 The process-a long-term relationship approach compared to a short-term transactional approach-involves applying identity as a lens for all decisions driving marketing efforts 3 , creates a unity of effort to maximize a consistent message, and leverages advocacy to validate the promised experience. 4 The Army needs to develop a strategy to proactively engage communities, reconnect with America's youth and build equity back into its brand of service.
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Increasing manning resources, particularly funding for incentives and recruiter end strength, can not be expected to continue indefinitely. If potential recruits continue to be less willing to serve, the Army risks the ability to field a quality force.
The United States Marine Corps (USMC) has adopted a branding approach to recruiting for many years; if adopted by the Army, it may be the key to maintaining a quality all-volunteer force during a protracted war. The goal of this paper is to propose a long-term strategy that positions the Army for manning success, now and in the future.
To this end, the following research questions are addressed:
• What are the characteristics of the current youth, "Generation Next," that the Army can leverage to become more appealing to prospects and influencers?
• What are the environmental challenges that impact the Army's ability to man the force?
• How can the Army implement a branding strategy that favorably shapes the environment?
• What are the risks to successful strategy implementation, and how can they be mitigated?
Background Senior military and government leaders are concerned about the Army's ability to man itself. In a speech given to the Brookings Institute think tank, U.S. Army Chief of Staff, General Casey, voices his concerns: "We are now in a position of having to sustain an all-volunteer force in a protracted confrontation for the first time since the Revolutionary War, and so we are in uncharted territory. We're measuring all of these things very carefully, but I gotta tell you, it's a dicey game." 6 The President directed the Army to grow by 74,000; General Casey plans to do this by 2010, primarily through retention initiatives. He feels the Army can only recruit about 80,000 in the active force per year. 7 In January of 2007, the Secretary of Defense announced that both the Marine Corps and Army would expand by the year 2012 to prevent them from being stretched too thin. The Army expects to reach an end-strength of 547,000 by 2010, yet is reluctant to increase the recruiting mission above the current 80,000 per year to avoid failure; the current recruiting environment is perceived as too challenging. Consequently, the Army's strategy is to rely on a retention-focus strategy to achieve their manning goals. 8 The USMC was also directed to grow by an additional 27,000, and, unlike the Army, increased its annual recruiting goals last year by 2,300 to achieve this end. The
Marine Corps' organizational structure is weighted more toward junior enlisted positions, resulting in a reliance on recruiting.
Even Recruiting month-to-month to meet manning requirements has risks, similar to living month-to-month on a pay check. Adverse environmental shifts could impact the Army's ability to meet its recruiting mission.
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As Clausewitz points out, the political and military leadership must understand what kind of war one is in before developing a strategy. 10 Presently, the Army is in a "war for talent" 11 to maintain a quality force and requires an information campaign strategy to convince the youth of America, and their influencers, to serve. A better understanding of Generation Next will provide the foundation for strategy development to address these challenges.
Leveraging Generation Next Attributes To Improve Army Appeal
Generational research reveals motivations that shape the behavior of Generation Next and describes it by the following four qualities: "confidence, education-mindedness, tolerance on social issues, and community-centric." 12 Their confidence is fueled by parental relationships and technology. They want to be rich and famous, and they expect education to be the means for financial success; additionally, tangible and intangible rewards for their merits at work are important. They appreciate innovation and expect to have choices and options.
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Generation Next is leading a new wave of addressing community problems and volunteer their time if they believe their efforts are making a difference. Their heroes are close and familiar; they are more likely to name a family member, teacher, or mentor as hero.
14 Pew Research Center's 2006 Generation Next survey illustrates their optimism, particularly in attaining a quality education, a high paying job, and bringing about social change; however, they perceive Generation X has always had financial security, especially in the ability to purchase a home, shown in figure 1 below. 15 Figure 1. Generation Next Expectations Compared to Generation X Generation Next is beginning to understand financial realities and the challenges of gaining financial security: paying off school loans, increasing housing and healthcare costs, and accumulating credit card debt dampen financial independence. 16 Parents, key influencers for Generation Next career decisions, are also concerned.
Parents of Generation Next, accused as "hovering" 17 over their development, are now concerned about their children's skills to develop financial independence.
According to Demos, a think tank in New York, "A lot of parents don't understand why their kids haven't accomplished the traditional markers of adulthood that they didbuying a home, starting a family, living without debt." 18 Parents are also becoming concerned about their own retirement, particularly if their Generation Next children lack life skills needed for independence.
The implications for the Army are that it must maintain competitive tangible offerings, such as college tuition, pay, bonuses, and health benefits to address these expectations and concerns. College education access and funding remain an institutional commitment, even during deployments, and must be promoted by the Army.
Additionally, unique offerings to address long-term financial security, such as the current home ownership fund pilot test, could potentially address both an influencer and Generation Next expectation. 19 Self-expectations in the workplace are high for Generation Next, but are they realistic? An assessment by corporate America reveals they may not be prepared to enter today's workforce.
Industry Assessment of Generation Next in the Workplace
Corporate America's perspective of entry-level readiness reveals the following as critical capabilities required to be competitive in the global economy:
"professionalism/work ethic, teamwork/collaboration, and oral communications; knowledge of foreign languages; health and wellness choices; and creativity/innovation." 20 The Soldier experience delivers on all of these, especially with a renewed focus on foreign language development. 21 High school graduates are adequate in three very important applied skills:
"information technology application, diversity, and teamwork/ collaboration;" however, As a result, the Army has adopted short-term demand-side policies, such as increasing the new recruit maximum age to 42, increasing its medical and moral waivers, and allowing more recruits without high school degrees-currently at 79% below the Department of Defense (DoD) minimum 90% goal; 28 arguably, these shortterm decisions will have potential long-term consequences for the Army, such as discounting the perceived value or image associated with the Soldier experience and reducing future retention rates.
Military Environmental Challenges
Serving as a Soldier is not perceived as inspirational to America's youth; it has an "ordinary" image and is considered a last resort for a career choice. Compared to other services, youth have an image of the Army as less elite, low tech and dangerous.
However, they also think the Army best represents society, has tradition, demonstrates teamwork, and is more likely to offer money for college than other choices. The Army's competitive advantage used to be the Army College Fund; however, college offerings are now a common benefit. To remain competitive, the Army must develop attractive college incentives, yet also look for unique incentives relevant to Generation Next, addressing their financial security concerns.
Social/Cultural Environmental Challenges
Poor physical fitness and high school drop out rates are key social challenges limiting the qualified prospect pool for military service. High school diploma attainment is also a challenge, where one in four high school freshmen will not graduate in 4 years.
36
This graduation rates are worse for minorities: 56% for African Americans and 52% for Hispanics. 37 In the most recent analysis of the youth market by the U.S. Army Accessions Command G-2, only 27% (8.5 million) of the current 31.5 million 17-24 year olds qualify for military service. 38 For those who do not qualify, the majority is due to weight, medical, moral, and dependent reasons (55%); the next highest disqualifiers are education and aptitude (44% 42 The Army can develop an inspirational identity through community involvement, particularly if it demonstrates the values of becoming a Soldier in a meaningful, personal way.
Information Environmental Challenges
Mass communications are not as effective with Generation Next because they multi-task on multiple communication channels. A national survey of marketing professionals from the Association of National Advertisers (ANA) found "78 percent of these marketers feel the potency of their television advertising has declined in the last two years." 43 There is evidence current Army advertising efforts are not breaking through the media clutter, as shown through low advertising and slogan recall (23% and 17% respectfully); in comparison, the Marine Corps recall is extremely high, 75% and 61% respectfully, with a media budget significantly lower than the Army's. 44 This phenomenon is occurring even with a rise in Army media spending over the past few years. 45 What is Marine Corps doing differently than the Army to get its message out?
The Marine Corps culture supports the branding concepts that enhance its image within our society. Currently, the Army does not have a coherent, unified effort to leverage Soldier advocacy to support recruiting as part of its culture.
Generation Next also validates decisions by using multiple sources, especially the and TV advertisements. 47 To build a convincing brand image, message consistency across these communication channels must occur.
The final environmental dimension is Influencers. Generation Next seeks them out for most major decisions, particularly career choices.
Infrastructure/ Influencer Support Environmental Challenges
Influencer polls provide insights into why they are less likely to recommend service in the following perceptions of the Army: "ordinary, accepts anybody, last resort as a career choice, and most exposure to being killed/wounded." 48 The Army must overcome these negative perceptions. It must convince and demonstrate that the Army is not a last resort for a career choice, yet an opportunity to develop skills leading to independence like no other institution.
Centers of Gravity for Strategy Development
These generational and environmental analyses provide insights into the Army's, and Generation Next's, critical capabilities and vulnerabilities and ultimately will identify centers of gravity-a "source of moral or physical strength, power, and resistance." Branding applies to businesses, religion, universities, congressmen, and even the military. 54 The United States Marine Corps successfully applies the branding concepts to enhance its image within our society.
U.S. Marine Corps Branding Applications
Generation Next associates the Marines' identity as "the most elite Service." 55 compared to the Army's 23%-with a budget that is 15% of the Army's in comparison. 56 Campaign Plan Approach to Army-wide Branding Strategy
The Army and Soldier brand identity is "Strength." A community engagement policy guides a strategy that adopts an Army-wide, unity of effort approach to shape the environment in a coherent, unified way. Joint doctrine's campaign design frames an approach to implement this proposed strategy.
Identifying the desired end state is the first step as it drives the development of objectives, lines of operations, effects, and measures of effectiveness towards end state achievement. 57 Figure 2 below provides a visual concept of a proposed Army-wide strategy to engage America's communities to create an emotional bond, while shaping the environment that supports future Army manning efforts.
The goal is to create the following end state conditions for the Army: an enduring capability to meet the Nation's quality force needs; a reputation of having unique skills, education, work ethos, and leadership experiences valued by prospects, influencers, and community leaders; and the Soldier's identity as being associated with "Strength of the Nation." 58 These conditions guard against a short-term, transactional approach to meet short-term manning requirements; they leverage industry's branding process that seeks to establish long-term "profitable" conditions. as important, and measured, by leadership. 63 For community outreach behavior to be a cultural norm, it will require a similar emphasis from leadership to mitigate the risk, which leads to the second key task.
End State

Army-wide Advocacy
The second key task is to institutionalize community outreach, making this a task in unit and leadership performance evaluations. Senior leaders are taking the first step to change the culture through their own actions, proactively seeking out community outreach and speaking engagements; 64 however, an Army-wide approach, leveraging all Soldiers, will have more of a sustaining effect on shaping attitudes and behaviors.
Simply supporting existing programs is a first step.
The Army has several existing outreach programs, such as the Office of the Chief 73 and announced on 24 January 2008 that the pilot program was implemented. 74 This process needs streamlining so that unique offerings are provided, and tested, at a faster rate, illustrating the Army's adaptive capabilities to the marketplace.
Since leveraging technology to customize experiences is a Generation Next expectation, the implication for the Army is that it may need to develop a discrete choice capability in recruiting and retention. This would allow prospects and Soldiers to customize their Army experience and financial incentives. Tailoring enlistment packages may also create efficiencies, avoiding economic rent, or paying for financial incentives when they are not needed to influence the enlistment decision. Another generational attribute the Army can potentially leverage is Generation
Next's need for involvement. 80 If given the mission to interact with the community to help with recruiting efforts, young Soldiers will step up and do it. The "mission focus" Army culture could be leveraged this way; senior Army leadership would have to employ embedded and reinforcing mechanisms to encourage outreach behavior, which is unnatural to the Army culture. Additionally, senior leadership must be willing to accept risk with Soldiers interacting with the media. The potential for success, however, is greater than the risk potential.
Conclusion
If potential recruits continue to be less willing to serve, the Army risks the enduring ability to field a quality force. An Army-wide community engagement policy which leverages advocacy provides the strategic framework for shaping the recruiting environment to reduce this risk. Branding is a strategy that leverages the strength of the Army-its people-and a unity-of-effort communication approach to enhance its image and reputation.
This strategy is feasible because a holistic, integrated, institution-wide approach is working with the United States Marine Corps. The Army has an even greater capacity to engage America's community in a relevant, meaningful way. Risks of Soldier community engagements are mitigated by leveraging Army public affairs programs and expertise.
This holistic, Army-wide strategy is suitable as it achieves the desired effect of shaping the environment to convince America's youth to serve; the status quo reliance on advertising alone is not enough. The Marines have proven that this holistic brand approach is not only effective, but also efficient.
Army culture dictates acceptability and risks overcoming this strategy if not managed. Senior Army leadership must not only continue to shape the culture by leading the effort to engage in community dialogues, but also employ embedding mechanisms to encourage this behavior at the local unit level. It will take time for community outreach to become an "acceptable" cultural norm once institutionalized.
Costs are also acceptable since the primary resource is time.
If given the Army-wide mission to engage communities, adaptive Soldiers and leaders will step up, meet this challenge, and win the information campaign that shapes the environment that is conducive to manning a quality all-volunteer force; it is the Soldier's duty to do so.
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